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I IXt RODUCTION 

The qua l l t y  of goverment i s  af consequence and concern t o  a l l  c i t izens  of 
Greater Xinneapolis - our laboring people, our business men, our professional 
people, oar parents, our children, our l eg i s la tors ,  our c i t y  employeea. This i s  
-;rue whsther the governinent be federal ,  s t a t e ,  county, or local. We all- f3od 
gove~men t .  We want it i n  Washington, D .C ., i n  Minnesota, i n  Hsnne2i.n Coxlty, i n  
hIimc~.polis. We want it f o r  many reasons, probably the  most i r i?por ta t  cf which 
i s  tkr.i; democracy i s  strengthened by good government but, conversely, i s  v7ea1rened 
t o  ve-.;ing degrees byqybhing less  than the  best .  

Bo i n  *';he Citizens League a r e  co t  looking f o r  good gareminent - we have it: good 
schscls, good parks and playgrounds, good s t r ee t s ,  good t r a f f i c  oontrol, good 
po l ics  aEd f i r e  protection, good public heal th  programs, e tc .  But we are  looking 
fc? bet5er govemerrt.  m a t  18 and a l l  IdIiimea1;olitans want t o  know i s  what 
approschcs bring t he  best  gorsrment and i n  spec i f i c  terms how do these approaches . 
bring it, 

There are, of courso, many approaches t o  b s t t e r  government. Sme of these have 
generated a s  much hsat  as  l i gh t .  Sme peo?le th ink we need chai-ter refom; others 
@re oppazed t o  chazge. Scaa people want strong rnzyoi* system; ~ t h e r s  bslieva ir- 
thc  present wee_! mayor sys';em, Some peopla think: a c i t y  rnmager i s  the  aoswer tr, 
many problems; others appear t o  be cure it i s  not an answer, Aad so cn. 'fie c re  
not now csmidering these controversial  items. They have beon covered elsc*.lihc;e 
many t b 9 s  and w i l l  be f i n a i l y  decided by o lu  votes a t  the  r o l l i n g  places. 

Fortlinste:-y, however, there  e r e  ways t o  be t t e r  government which are not 
con';ro-.ersial. There a re  metho6s of gettizlg more f a r  our money which no on3 w i l l  
protesi; exd which do not  require p o l i t i c a l  action. There a r s  i n  par t i cu la r  txo 
such programs t h a t  tlre think offer  r e a l  opportunity f o r  bringing bo t te r  gover-mat .  
These are: 

A Xan=geme=lt Improvement Program 

A nark Simpli f icat ian Training Program 

These a r e  ccnaplcmeatary, Each w i l l  be nost  successful  only vshea the other I s  
act ive  and effect5ve, 

These $rcgrm.d Ere discussed i n  same d c t a i l  i n  the  foll.o-ning sec;:;i~ila: 

11. ELXPWiUTiON O'r' THESE P R O G W  

A. A %anagemen-t Imp; avemant Frogrw is eesent-lslly' t h i s  : the  hssigment (J$ 
ccrr~setent personnel full-time t o  the business df rrlaking progress and -- jmp~:ov~,~.e~ts. It i s  the contj.2uirg si,-;dy P& ::.c arch of policy, ?rogr?m, 
condit!.i.ooa, proaesses, md  2ro:sdure t o  see t h a t  o r g a n i a ~ t i o n ~ l  ab,jer,t:ves 



w e  accmplished as eff icient ly as possible. A t  present, there i s  r ~ o  such 
program i n  the c i ty  administration. Of course, each competent c i ty  employee- 
and there are many of them - has made, i s  now making, and w i l l  continue t o  
make improvements i n  h is  work. This i s  and should be part  of h i s  job. Eut 
it i s  only a part of h i s  job and necessarily a very minor part  a t  that .  Further 
more, each employee i s  usually i n  a position t o  know l i t t l e  more than h i s  
awn job or parts  of a procedure inwhich he i s  involved. Thus, not only i a  
theye no one i n  a position t o  spend h i s  en t i re  time on developing impro~ements, 
but even where improvements are now being developed by individual er~izloyeer, 
the overall view of c i t y  operations necessary i n  so  many cases for  basic improve 
ment is mieaing. 

B. A Xork Simplifioation Training program i s  established fo r  the purpose of 
permitting, encouraging, and developing the organized application of comc~n -- 
sense by a l l  3mployees t o  find easier and be t te r  ways of doing wo~k. '?;crl: 
Simplification i s  'an approach t a  problem solving. It i s  based upon -a phiiaso;hy 
which has been described as  f oll&s: 

3.. Thero i s  always a bet ter  way t o  do allything. 

I )  w Charge i s  normal. 

3.  Xeasurement of work i s  necessary t o  simplification and can be dsxe by 
aybody . 

4.  Diff icul t  problems are made up of azd can be analyzed i n  terms of simple 
steps. 

5. When management recognizes tnat:  (1) the collective brainpm-sr of people 
is a great potential asset;  ( 2 )  t ra in ing  can make t h i s  potential  brain- 
power more effectiva; (3) a l l  managenent can be induced t o  use th5-s trained 
abi l i ty ;  and (4) channels for  ideas are essent ia l  t o  reaping the ?rauits 
of t h i s  training, then top management can r e a l l y  contpol efficiency by 
ti-ainisg appropriate personnel and making them respcnsibls f clr beirg 
a l e r t  fo r  improvemant. 

6. Xork Simp1ifioati~;n i s  problem solving. A l l  problems are solved by the 
basio pattern of: 

Identifying the prablem 
Gathering data pertinent t o  the problem 
Analyzing the data 
Deve1,~ping a so11:tisn t o  the problem 
Putting the zolution t o  work 

111. HOW TIZY CONTRIBUTE 'to BETTER G(TVEWBm 

A. A Uenagement Improvement Progrm properly conceived and staffed an2 co-rectly 
placed i n  the c i ty  government can be a v i t a l  factor  i n  b r i w i g  S e h q : :  go.r+rnnerL 
A Management bprovenent Program can help us tcr.vard be t te r  &ad be-ttei. g ~ v s r m e n t  
tkrough proper identificationof proi~lens(groblems related t c  poiicy, program, 
ccrlclitions, pro>esses, and procedures) gaihering and analysis c2 f ac t s  ralat ing 
to lA8se probiems, sk i l l fu l  presentaJ;ion of reports and recommendation f o r  
hyrovements. The resul ts  w i l l  be i n  terms of be t te r  service t o  the public, 
ba t te r  ccntrol of eperations, lower costs, a l l  of v:Ech means t h a t  wn w i l l  be 
ge t t i r  g more f o r  our money. 



;Ijin:a LC,.\ e;'~z;i~;:t. o p a l - ~ k j . ~ n s  C. \ - :: c - ve - 7 r  paperwo-k, theye i s  a Tery t,k,lsly 
exsmgla c f  vhat  t h i s  means. There i s  bagr~~.-.., . .  . Frst.inE tha t  a:ily 
be described a s  an otr'ioe re-rrolution. Already i n  use ahu ,- . . ,  .3-c~,rc~ion 
are electronic  dat? pr.-;cas sing machines which w i l l  handle vasS ~ L ~ ? . L Y G L  W-- - 
~ ; ~ p ~ n i o r k  with spesc and p:ssiaL~n undreamed .if heret>f ore. Thu .~!zre avail- 
a b i l i t y  cE such equipment makes it imperative the'; we Lacin rox c:l a p la~ncd  
bzois t o  review our c i ty  paperwork opsrstions f rm a c!-t;--lviZs c1ea r,oir=-L. 
Pc-,,?=.lva~k i s  only one example. There are  rnayposaibi.35.i;:Le i ' ~  hrY.:te::ant 
i n  ~2 .1  l ine  and s t r f f  operatio-ro. 

B e  -1 Vork SjmplifLcation Trainlng program can give a s  h ~ t t e r  ~cva;Prnc?~1'': by 
4 c p r  oring our uethods ; =,-eating 3n environment thro-;&ou"vtl;a rini l ee 1.~::~ cc, 
coAducive to  progress and ideas =id one nhich w i l l  p +=it cilz.;?(.,e - tv.ildTn5 
a r:.ore cozpstsn", thoughtful, loyal, and interested groa? oP s%plo;r.?es. Tlia 
w:lole ap?roa~lt >?ye i s  t o  make the employees - a l l  emp1c:rees - a ~ z l - t  cf Yi2e 
-';em hr,d giva tnem knowledge of simple techniques for  developing :i=vemcnt s . 

. These Frograms, it; i s  emphasized, are canplenentary. A management bL?ro-rercent 
program i s  l ike ly  t o  be much more prcductiw when employses have been ti-ained 
i n  k ork simplification philusophy . SimiLaply a work sjx~plif  icat?.cn t raining 
pT@grm i s  most useful when trained personnel are  available t o  assis-2 en~lcyoes  
on the technical aspects of simplification. 

IV . HOW TO EFFECTUATE THESE P R O G W  . 
As v ~ c  see it, neither of these programs i s  controversial, Thy  ar3 n:t po l i t i ca l  
issues. They have t o  do only v i t h  the adninistr a t ive environment i~ vJiL ck c i t y  
emplcyszs work. Neither of these requires f o r  i t s  accomplishment any po l i t i ca l  
action. The goal of these programsis the administration of existi@, ll=&isla-lion 
i n  ths  best  possible way. They w i l l  give us a be t t e r  c i ty  government, more f o r  
our mar-ey. 

A. In specif ic  terms, establishing a managern~~t im2rovement prograx mearsthls: 

1. Adoption of a " jo in t  resolution" by the City Council an6 the Eayor end~+.sir. 
tha program and i t s  philosophy i n  such a way tha t  the c i ty  departmenbs ape 
h l l y  aware of top level  support. 

2. Appropriating money t o  the Mayor or  the o i ty  researoh engineer f a r  a t  
l e a s t  hvo employees competent i n  administrative analysis and capable of 
presenting and se l l ing  recommendations resul t ing from tha t  analysio. 

3. Reoognit+on b;lr a l l  concerned tha t  the effectiveness of t h i s  program depends 
upon e s t a b l i s h s a t  of and adherence t o  project p r io r i t i e s  end upon i sp la t in3  
the analysts from f!.ghting day-ko-day administrative f i r e s  and thus preventl 
diss ipat ion cf t h e i r  effectiveners. 

E. The w:rk simplification t ra in ing  prcqram requires : 

1. ?:he same step as  "1" above. 

+ A T .  of the C i t i z ~ n s  League t o  2. .:cceptance by the City Ccllncil rf a~ of.'.' 
~ l a n ,  develop and a&cLni~ter 7t7.e f i r s t  vork s h p l i f i o a t i o i i  t ra in ing  program 
f o r  the c i ty  g o v e r m e ~ t .  



3.  assignment of a t  l e a s t  two people i n  the c i t y  government t o  work c losely  
with the  people giving t h i s  course toward t h e  end t h a t  they w i l l  be able 
t o  give subsequent courses. 

4. Assignment of t op  l eve l  person\lel i n  the  c i t y  service t o  t a b  the  course. 

V . PRECEDENTS FOR THIS PROGFUM 

A.  Xlthough it is  only within  the  past  s i x  or  seven years t h a t  the  pract ice  has 
be,- t o  ~proaifwidely,  formal management improvement prograqs have long been 
i n  existence i n  governmental and private organizations. Three outstanding 
examples i n  goverment a r e  the  United S t a t e s  3ureau of the Budget, the  S t a t e  Of 
Pew York, and Kansas City, hiissouri. The Bureau of the  Budget has had a 
highly success f i l  Frogram f o r  may years and has consistently fostered the 
development of imprsvement programs i n  f ede ra l  agencies. Kew York S t a t e  has 
had a large scale, m\ccessful program f o r  scane t ime .  Kansas City since 1943 
has had a r e a l l y  productive impravement program. There are,  of course, many 
impressive examples i n  p r iva te  enterpr ise ,  As a pa r t  of our survey, inform- 
a t i on  was obtained from several  of the  many governmental j u r i ~ d i c t i o n s  having 
mallagemeat improvement programs. This information i s  attached i n  t d t a l  t o  
thenr iginal  copy of t h i s  report .  Certain par t s  of these l e t t e r s ,  however, 
a re  included immediately below t o  ind ica te  philosophy, scope, and method of 
cperating these  programs. 

From the City of Kansas City, Bllissouyi, P.V. Homer, Director of the  Research and 
Budget Dcprtment z 

It . . . . This report  should anaver many of your questions. I t  does s e t  f o r th  
some spec i f ic  savings which have been accmplished through the works of thks 
departnent, However, it has been our experience t h a t  savings made i n  srse 
cperation a re  usua l ly  devoted t s  another operation f o r  improvement of s e r ~ i c e 6 ,  
which are  generally considered belew t h a t  acceptable. 

"You may be in te res ted  t a  know t h a t  i n  comparing per capita oxpenses 
function made i n  Kansas Ci ty  with  c i t i e s  of cownensurate s ize  we have found 
t h a t  Kansas Ci ty  spends more per capi ta  f o r  s t a f f  and management services 
than other c i t i e s ,  but  conversely spends l e s s  per capi ta  f o r  standard c i t y  
services,  such a s  s t r e e t  cleaning, f i r e  protection, police protection, ect .  
Analysis a s  t o  why this i s  t r u e  i s  t h a t  goad s ta f f  work and management analysis  
enables operating departments t o  make operating savings t h a t  a r e  not otherwise 
possible, thereby giving the  tax  payer a much be t t e r  service f o r  h i s  t ax  do l l a r  
than he would ge t  otherwise." 

From the City of Long Beach, Calif. ,  Arthur G. W i l l ,  Administrative Analyst: 

11 . . , . We are  very glad t o  see t h a t  c e r t a in  groups i n  the City of Minmapolis 
a r e  in teres ted i n  es tab l i sh ing  a f ~ r m a l  management improvement program. As 
you -, Mr. Samuel K. Roberts, Director of Finance, has been instrumental i n  
es tabl ishing such programs i n m a j o r  c i t i e s  i n  the  country and we are  a l l  of t h e  
def in i te  opinion t h a t  sou& and pemment  improvements i n  municipal administrat '  
can only be obtained tl;rough a program of systematic researciz. The more nf 
these pragrame t h a t  a r e  establishec! i n  c i t i e s  throughout the country, the  
greater  the  benef i t  beYn t o  the  taxpayers and professional a3ministrator." 



From the State  of California, P 3. Fazel, Chief Administrative Analyst: 

11 . . . . Since 1942, there has been a management analysis s t a f f  i n  the 
Department of Finance. The function of t h i s  un i t  i s  primarily t o  survey s t a t e  
agencies, or study proposals fo r  new agencies, i n  order t o  determine and t o  
recommend the  most effective organizational s t ructure,  systems a d  precedures, 
and policy applications. 

11 The management analysis s t a f f  prepares reports with recammendations for  
inproved management. It i s  a research and advisory s t a f f ,  and does not 
exercise any d i rec t  control over s t a t e  managenent. . . 
" . . . .It should be emphasized tha t  t h i s  s taff  i s  one of a number af agenoies 
working tmard  be t te r  s t a t e  management. Several of the largest  departmsntz have 
managanent analysts or s t a f f  uni t s  doing the same kind of work fo r  a particular 
agency. AcLPinistrators and supervisors i n  the executive branch, the budget 
s t a f f ,  the Legislative Auditor's s t a f f ,  and the Legislature have a l l  participate 
and, i n  many instances, taken actions necessary t o  implement improvements i n  
s t a t e  service. 

"The nanagement analysis s t a f f  has, however, participated i n  many reorganizatior 
and i~.lprovenents and t o  considerable degree has been able t o  obtain cooperative 
acceptance of i t s  findings and recomendations." 

F r m  the Sta te  of E m  York, K i l l i a m  M. Arnstein, Chief Exminer-Nanagement: 

II . . . . A continuous msnagement improverlent program i s  und.emay i n  order t o  
service those agencies which lack methods and procedures uni ts  and t o  a s s i s t  
other agencies whose management m i t s  a re  not geared t o  handle the completo jab 
alone. A few examples w i l l ,  I think, enable you t o  sense the nature of tkia 
program. The Bureau's survey of business management practices i n  mental 
hygiene ins t i tu t ions  w i l l  produce uniformity and improvements i n  business 
office procedures and production and s ta f f ing  standards. A s  another example, 
I should l i k e  t o  c i t e  the case of the State  Liquor Authority, where management 
was improved through the establishment of uniformity i n  f i e ld  office procedures, 
closer coordination between administrative and staff uai ts ,  and the mechanical 
issuance of licenses. 

I 1  . . . . In order t o  improve departmental naanagement on a day-to-day basis, the 
Budget Division has sparkplugged the establishment of methods and procedures 
uni t s  i n  a number of agencies. You w i l l  be interested i n  the l i s t  of agm cies 
where full-fledged un i t s  or the begimings of such un i t s  are now i n  operation. 
These are the State  Insurance Funs, the Division of Placement and Unemployment 
Insurance, the Vorkmenls Compensation Board, the Department of Health, the 
Department of Taxation and Finance, the Depsrtment of Civil  Service, the 
Department of Audit and Control, the Education Department md State University. 
That covers a substant ial  par t  of S ta te  g~vernment. 

I 1  . . . . How effective have the Administrative Management Bureau and the 
~ a r i o u s  methods and procedures un i t s  been i n  improving departmntal! management? 
m i l e ,  admittedly, I am a biased sbserver, I fee l ,  nevertheless, t h a t  our 
record i s  a good one, measured e i ther  i n  terms of dol la r  savirgs or i n  terms 
of increases i n  production or improvements i n  service t o  the pu5lic. Xone 6f 
th ia ,  I want t o  emphasize again, can come &bout without the active support ef 
the top administratars. " 



From the State  of Oregon, Deprtment of Finance and Administration, Plilliain K .  
Collier, Administrator of the Wagement and Research Division: 

11 . . . . The duties and functions assigned t o  the Management and Research 
Division and the Accounting Division of the Department which, i n  real i ty ,  
operate a t  the present time as  one up i t ,  are defined i n  rather  broad terms 
by Chapter 439, Oregon Laws 1951. Sections @,31, 32, 65, 66 and 67 authorize 
and d i rec t  the Department t o  undertake cc~ t inu ing  analysis of the organization 
and administration of the State 's  business and 'devise and i n s t a l l  madern and 
complete accountiag systems f o r  the s t a t e  agenciee;. . .I. It was the obvious 
in tent  of the Act t o  provide additional impetus taward ever-inoreasing efficienc 
and economy of the State 's  operating processes. We think it basic and we would 
very much l i k e  t e  establish a continuing review procedure of the accounting 
practices and the organizations and methods used by State  agencies. It i s  
our thought tha t  such a systematic and continuing review would permit an 
orderly development of new methods anlprocedures on a state-wide basis tha t  
would provide maximum effectiveness and e conmy." 

From the State  of Connecticut, Heman B. hveril l ,  Sr. Management Analyst: 

f t  . . . . AS a resul t  of these surveys, the Governor consider86 hiring a tremendc 
s t a f f  of up t o  one hundred people i n  order t o  survey a$l  s t a t e  agencies i n  a 

very short petriod of time. It was pointed out t o  him tha t  it would be i m p s s i b l ~  
t o  h i r e  tha t  number of peop$e, and tha t  administrative management surveys shoulc 
be conducted szowly end methodically over a long period of time. As a resul t ,  
he recommended t o  the legis lature tha t  the Xanage~ent Unit of the Budget Divisic 
be increased t o  ten  people, and a t  t h i s  time we have a s taff  of n im.  This 
s ta f f  i s  composed of people who have had training i n  government a d  public 
administration, most of them having a Master's Degree i n  the f ie ld.  Ee consider 
eur management section t o  have four basic purposes: (1) the carrying on of a 
continuing program of agency analysis and improvement, ( 2 )  t o  aid agencies who 
request help i n  solving internal  administrative problems, (3) t o  ac t  as "trouble 
shooter" f o r  the Governor and the Budget Director i n  any abin iBtra t ive  emergenc 
and (4) t o  work closely with the budget examination uni t  i n  the preparation, 
presentation and execution of the budget," 

From the State of Wisconsin, Robert D. Siff ,  Director, Division of Deparkental 
Research: 

". . . . The jab of t h i s  organization i s  not t o  encourage or discourage the 
promotion and development of programs on the leg is la t ive  level,  but rather 
t o  examine the legis lat ive directives as they apply t o  particular programs and 
t o  see t o  it tha t  the maximum proportion of appropriated funds i s  spent i n  
carrying out the purpose of the program 8s conceived by the legislature.  Our 
job then i s  t o  reduce administrative costs t o  the lowest possible extest, 
consistent with the goal of program accomplishment. 

'mith this i n  mind, we have adopted and adhered t o  the philosophy of enl is t ing 
the cooperation of the executive departments i n  effecting changes i n  organizatir 
methods and procedure. Be believe tha t  i f  th is  a t t i tude  of cooperation i s  lack; 
nothing constructive can be accomplished. 

tl As a re su l t  of studies previously made, certain changss i n  departweatal 
operation have been put into effect and workable administrative controls have 
been established. Administrative management studies of the Department of Public 
Tielfare, Department of Agrioulture, Uotor Vehicle Department, H i m a y  CommissSof 



University of Tiisconsin, State  Investment Commission and the licensing division 
of Board of Health have increased the effectiveness of these deparbents ,  md, 
i n  our opinion, resul t ing changes i n  methodsof operation have s ~ b s t a ~ t i a l l y  
increased the return t o  the taxpayer per tax dol lar  invested. By revising the  
procedures of the Investment Board. and making certain changes i n  the law, the 
s t a t e  i s  now earning $250,000 more per year on i t s  accumulated balances t h a  
it was pr ior  t o  the study. 

"In the area of general administrative control, again as a resu l t  of the e f for t$  
of t h i s  division, the en t i re  budgetary process has been strengthened, a limited 
system of posit ion control is  developing and e f fo r t s  are being made t o  be t te r  
u t i l i z e  and maintain a broad range of mechanical equipment owned and operated 
by s t a t e  departments. 

11 Our immediate future plans en ta i  1 management studies of those agencies pe r- 
forming routine or housekeeping services f o r  a l l  s t a t e  departments. Beyond 
tha t ,  we w i l l  continue t o  survey the work of approximately 60 executive depart- 
ments vthich, theoretically,  f a l l  within the a&ninistrative jur isdict ion of 
the Governor, " 

Work Simplification Training programs are relat ively new, They are, 
hmever, rapidly spreading i n  the f i e l d  of management. Among the most 
h p o r t a n t  of i t s  rnapy a t t r ibutes  i$ tha t  it leads t o  a rea l  labor-manage- 
nent cooperation, a o~operat ion based upon fac ts .  The number of companies 
using t h i s  program i s  growing steadily. One of the best  examples i s  
Xinneapolis Honeywell (it i s  the experience of t h i s  company and i t s  training 
director  tha t  i s  i n  larga par t  responsible f o r  t h i s  recammendation), To 
our knowledge, there has been l i t t l e  done with t h i s  i n  government except 
a t  tne federal  level, and even there it has been confined t o  relat ively 
high level  employees. 

Review of the experiences of management improvement groups i n  government and 
an6 industry omphaeizes the everwhelming importance of permitting these grou2s 
t e  concentrate t h e i r  e f fo r t s  on the major problems i n  an organization. Perhaps 
the best way t o  insure t h i s  i s  t o  view the group as "outside consultants'' who are 
hired f o r  specif ic  survey or in s t a l l a t ion  work and who remain completely divorced 
from day-to-day adninistrative operations. I f  t h i s  approach i s  not followed, it 
i s  probable tha t  the r e a l  potent ial i ty  of a management improvement program w i l l  
not be realized, 

Staff ing the manageniint improvement program i s ,  of course, important. Exactly 
how many persons should be involved i n  the program can only be determined by 
experience. It  i s  our opinion, however, t ha t  every e f fo r t  should be made t o  s e t  
up a s taff  which can quickly demonstrate what the program can do. The question is: 
Can the c i ty  afferd t h i s ?  The answer t o  t h i s  i s  t h a t  the c i ty  cannot afford t a  do 
otherwise. 

The resu l t s  which can resu l t  from work simylification t raining w i l l  r e su l t  only i f  
top personnel are i n  tune with the objectives and methods of the program. I t  i s  
f o r  t h i s  reason tha t  the top personnel should go through t h i s  progrmr f i r s t  


